














used. The department needs to develop a team approach to
managing the department which involves both Regional Adminis-

trators and state directors.

Recommendation:

Recommendation 39: Reorganize the department's top management

structure:

o

See

Create an Assistant Commissioner for Operations, who would
supervise the Central Office division directors and Region-
al Administrators.

An alternative is to:

- Have the Deputy Commissioner supervise both the Central
Office division directors and Regional Administrators,
and

- Create a Special Assistant to the Commissioner to help
the Deputy.

If the department chooses the latter alternative, the Spe-
cial Assistant's authorities and responsibilities, especial-
ly those for programs and coordination, must be clearly
delineated.

Restructure the responsibilities of the Assistant Commis-
sioner for Administration. The Assistant Commissioner
should be responsible only for support services and should
supervise the Central Office bureau administrators.

Change the position of Assistant Commissioner for Planning
to Assistant Commissioner for Planning and Special Servic-
es. The Assistant Commissioner would supervise the Plan-
ning Office, the Affirmative Action Officer, the Training
Director, the Information and Education Bureau, the Youth
Programs Director, the Volunteer Programs Director, and the
Minnesota Environmental Education Board Director.

The Internal Auditor should report directly to the Deputy
Commissioner.

The Legislative Services Director and Citizen Participa-
tion Coordinator should report directly to the Commission-
er.

Figure 15.
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TRAINING

One of the Department of Natural Resources' crucial needs is
improved training for its managers and supervisors.

Findings:

1. Most managers and supervisors have technical education and
work backgrounds. Department of Natural Resources employee
training, which overall is quite limited, emphasizes techni-
cal rather than managerial and supervisory skills. Annual
divisional conferences and schools concentrate on current
technical and program issues.

2. Training needs vary by individual manager and supervisor.
Overall, the department's most common needs are:

team building and group problem-solving
work planning and scheduling

labor relations

financial management

computer literacy.
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3. The Department of Natural Resources has taken several steps
to address training needs:

o New DNR managers and supervisors routinely take the
Department of Employee Relations' basic supervision
courses.

o Every division except Minerals has a training board
to define needs and arrange training. The board,
which is appointed by the division director, has a
representative from each region and the Central
Office.

o Some divisions hire consultants or encourage employ-
ees to take outside courses. The Forestry Division,
for example, last year hired a consultant to teach
team building and group problem-solving skills.

o This fall the department's central training unit
purchased a fourteen-module supervisory/managerial
training package.

4. The Department of Natural Resources has been hampered, as
have other agencies, by deep budget cuts in its training
funds over the past several years. In F.Y. 1983, the depart-
ment's training unit had a director, a part-time secretary,
and $1,000 in discretionary funds to train a department of
1,600 employees. Training funds in individual divisions and
bureaus were also severely reduced.
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Recommendation:

Recommendation 40: Improve managerial and supervisory train-
ing. DNR should develop and implement a comprehensive long-
range plan for managerial and supervisory training.

CAREER PATHS

Findings:

1. Central Office staff have major responsibilities for manage-
ment of important and costly statewide programs. Staff fill-
ing these positions should be of the highest caliber with
enough experience in the field to perform effectively in
management and administration. There is now little finan-
cial or personal incentive and, in many instances, a finan-
cial penalty for field staff to accept transfers to the
Central Office. The reservoir of potential candidates to
fill key Central Office positions is, in reality, lower
paid, less experienced field staff or staff without field
experience. If a satisfactory individual cannot be found,
the department is forced to recruit out-of-state.

2. Field managers and supervisors would similarly benefit from
experience in the Central Office. They would gain a better
understanding of statewide operations, legislative rela-
tions, and the department's personnel and financial manage-
ment systems.

Recommendation:

Recommendation 41: Create more career paths requiring employees
to have both Central Office and field experience. To create
such career paths may require restructuring of job classifica-
tions and financial incentives.

UNEMPLOYMENT COMPENSATION COSTS

Current Structure: Because its work is highly seasonal, the
Department of Natural Resources employs a large number of part-
time, seasonal, and labor service personnel during its peak peri-
ods. During the week ending August 12, 1983, for instance, the
department had 1,189 '"non-permanent" employees on its payroll.

The department's unemployment compensation costs are huge. Its
F.Y. 1983 payments amounted to $1,307,687. Ninety-five percent
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of the costs can be attributed to part-time, seasonal, and labor
service personnel.

Findings:

1.

The department's workload peaks from late spring to early
fall, but there are differences between divisions. Forestry
has a heavy workload in the winter and early spring, for
example. Parks has a heavy workload from early spring
through fall.

There is little sharing of part-time, seasonal, and labor
service personnel between divisions. There are numerous
reasons, including the specialized skills required in some
jobs, the long distances between DNR facilities, and the
coincidence of many facilities' heavy work periods. Once
seasonal work is finished, employees are laid off.

The Department of Natural Resources has taken several steps
to reduce unemployment costs. It has:

o Converted some seasonal positions (primarily nine
to eleven month appointments) to part-time twelve
month appointments. Some seasonal positions have
been converted to full-time twelve month appoint-
ments where the workloads justified. The conver-
sions were made with only minimal additional cost.

o Investigated the feasibility of creating regional
labor pools. Preliminary analysis indicated limited
cost savings.

Recommendation:

Recommendation 42: The Department of Natural Resources must

pursue more vigorously ways to reduce unemployment costs. It
should:

o Continue to convert nine to eleven month appointments to
full- or part-time twelve month (unlimited) appointments
whenever operationally feasible and cost effective.

o Reexamine the feasibility of creating regional labor
pools under the supervision of Regional Administrators.
In particular, the department should investigate the fea-
sibility of creating small subregional pools in areas
like the North Shore. The size of the pools should be
determined by Regional Administrators after consulting
with regional supervisors and support staff.
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Laborers in the pool would have permanent full- or part-
time appointments. Users would contract with the pool
for services, paying salary and related costs such as
transportation or equipment rental. Laborers would be
assigned jobs based on region-wide priorities.

Investigate the feasibility of shifting some work, such

as some trails and park development work, to non-peak
times.
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APPENDIX



APPENDIX A

1983 Laws of Minnesota, Chapter 301, Section 22:
Regional Administration
$3,306,600 $3,324,000

$773,400 the first year and $783,500 the second year is from the
game and fish fund.

Of these amounts, $508,100 from the general fund and $156,700
from the game and fish fund in the second year is for a regional
office contingent account. Up to this amount may be released
for regional administration only after the legislature has
received a study of the regional and subregional structure of
the department of natural resources. The management analysis
unit in the department of administration shall conduct the study
with the assistance of the department of natural resources. The
study along with any recommendation for reorganization shall be
presented to the legislature by January 1, 1984.

Notwithstanding the provision of Laws 1982, chapter 641,
article I, section 2, subdivision 1, paragraph (f), the
commissioner need not close the metropolitan region office.





